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PART EIGHT
COOPERATING WITH THE SALESMEN

GETTING LEADS AND PROSPECTS FOR SALESMEN

WHEN the appeal made by a line of goods is limited to a

certain class of buyers, it often becomes necessary or

advisable for the Sales Manager to prepare lists of leads

or possible buyers for its salesmen. This cannot be done without a

knowledge of the classes or groups of people to which the goods will

appeal. Then the Sales Manager will have to learn how to get lists

of prospective customers, or what classes of people will buy the

merchandise of his firm.

In most lines this is easily accomplished. There are lists of the

trade within the reach of every Sales Manager. If it is a line of

food products, for instance, lists can be obtained of all dealers that

are the salesman’s legitimate prospects, with the firms or individuals

it is not desirable to reach being culled out by a systematic method.

Lists are compiled from city directories, from classified telephone

directories, from chance information, from Dun’s and Bradstreets,

from trade reports and publications, etc. There are any number
of ways in which lists can be compiled. Your own knowledge and

the information you can get from your salesmen and customers will

also materially assist you in preparing a classified list that to a

degree, at least, eliminates the impossible calls, and gives better

direction to your salesmen’s work.

A salesman will sell only a certain percent and often a very small
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percent of the buyers on whom he calls, so it is to your advantage

that heUaiow the “prospects” from the “suspects/** if he is going

to make a reasonable and profitable number of sales.

Leads are also obtained from advertising. Once a salesman has a

good lead in his pocket, he is comparatively sure of the sale if he is a

good salesman. At least as much time and attention, if necessary,

should be spent in following up a strong lead as upon any pos-

sible number of customers from which an average of one sale would

normally result. Thus, if a salesman spends on an average of one

hour with each possibility, and makes several calls per day and sells

an average of one each day, he should be willing to spend practically

a day in trying to close two leads when one lead out of two is the

average number closed.

While a salesman has a good lead in his possession he should not

rest content until he has either closed with the prospect or exhausted

all resources in his endeavor to do so. The Sales Manager who can

get his salesmen to fully cooperate on developing leads is sure to

build his business to the top-notch of efficiency, for the salesman

who is a lead-getter as well as a lead-closer is the most valuable

type of salesman a business can employ.

House Control of Territory

Present Scientific Sales Management differs greatly from the old

method of permitting the salesmen to control or own their trade.

The endeavor of the Sales Manager of the present day is to hold

control of the territory, so as to make it impossible for a salesman,

when leaving the house, to also take a good part of the trade in his

territory with him.

The customers knew but little of the firms with whom they dealt

in the old days. They bought from a particular salesman of the

old school. He was able to sell them the new line of goods, should



COOPERATING WITH THE SALESMEN 7

he go with another house, quite as easily as he had sold them the

old line. This practice placed the house at the mercy of the

individual salesman as far as house control of the trade in the

salesman’s territory was concerned. He could do and did do about

as he pleased.

If the house tried to cut down on the salesman’s expense money,

or to demand even in the most general way, an accounting of how he

handled his time, its money, and the trade, the salesman would

sometimes threaten to go to another house that was willing to

employ him “on his terms.” This was fine for him, but the house,

under such conditions, had nothing to show for any money it might

have spent in building up the trade.

The modern salesman does not intrude his personality on the

customer. He looks for and welcomes the cooperation of his

firm’s advertising and sales department. He wants his firm to

keep their name and their product before the customers at all

times. He gives his Sales Manager the fullest measure of co-

operation—he works for his house, with no selfish interests of his

own to serve.

Sales Managers find it more satisfactory to hire and develop

salesmen of the new school and hold control of the trade in the

salesmen’s territories, than to hire the old type of salesmen who will

attempt to “dominate” his territory. The degree of Efficiency

shown by the average trained salesman depends to a large extent

on the enthusiasm, inspirational and stimulating qualities of the

Sales Manager for whom he is working. He will make a success if

the Sales Manager is alive to the responsibility that rests with the

sales department and furnishes the trained salesman with ammuni-

tion that can be used in hitting the mark—the customer’s pocket-

book.
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Featuring the Personality of Management

There is an old saying that a house is but the lengthened shadow
of one man, the organizing executive of the establishment, the domi-

nating employer, the aggressive creator of the business, as the case

may be. There are any number of cases where a firm has built

success upon the personality of its founder, or owner.

The public is prone to hero-worship, and if the individual at the

head of a firm has marked characteristics that draw him out from

among other men in a class by himself, this fact can be judiciously

used in building up prestige and good will.

In modern commercialism, the heroes are the successful business

men. If the owner, managing executive, or even the Sales Man-
ager has an outstanding personality, he can be pushed to the front

just as much as the firms merchandise and the trade will buy, partly

because of the merit of the goods and partly because of the merit of

the man at the head of the firm.

Then, too, the personnel of the firm reflects the spirit of the

man at the head. If he is courteous and obliging, the employes of

the house will sooner or later catch his spirit, and feel the necessity

and importance of handling customers and merchandise in the way
in which he himself would handle them if he were himself doing the

selling, the office work, the shipping, etc. When a customer is

convinced that each employe in the establishment reflects the spirit

of the management and that the spirit of the management is one of

good will and service to him, he is going to buy because of his

respect for the business principles of the head of the establishment.

The average man likes to know big men, he likes to be in touch

with a man who has made a greater success in life than himself.

He will speak with pride of having met Mr. So-and-So, the great

financier, the successful merchant, the head of some department in
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the world-wide establishment of some big, internationally or nation-

ally known, corporation or institution. When the salesmen can

use this appeal to hero-worship, it helps sales. It must be a judi-

cious appeal, but it can be effectively utilized to swing business in

the direction of your firm even when arguments as to the merits of

the high-quality, rightly-priced merchandise fail.

The Use of Demonstrators

Professional demonstrators do not always sell the merchandise.

They may demonstrate or explain the goods to prospective cus-

tomers, and then the salesman follows and closes the sales. The
demonstrator may in fact make an appointment for the salesman

at the time of the demonstration. They should be selected because

of salesmanship ability or technical knowledge of the goods.

When the demonstrator has to explain the proposition to a

technical customer, he must explain the materials in the mer-

chandise; and, if a machine, the minute technical details of the

goods. If, on the other hand, the customer is not interested in

technical details, the demonstrator sows the seed of desire and

waters it with talking points, so the salesman can come along with

personality sunshine and find the plant of desire ready to yield its

fruit.

The house to house demonstration to the consumer has been used

with unusual results, when all points were planned carefully, to get

certain results. It has been developed to a point by some firms

which makes it possible for them to know what percentage of

housewives will be at home during the hours of the day, and when
the demonstrator is most likely to get a hearing. In most cases,

the demonstrator also takes orders in house to house work. In

many cases, the purpose of the demonstration is to get the mer-
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chants in a community to stock the goods. Then when the sales-

man calls on the merchants there are customers ready and waiting

for his goods, and it is not difficult to effect sales.

Store demonstrations take place under different conditions. If a

customer can be induced to come to the store to see the goods

demonstrated, it is not a difficult matter to sell that customer

during or after the demonstration, as well as others who, in passing

by, are attracted by the demonstration. In all cases, as far as

possible, the customer is given an opportunity to use the mer-

chandise or see how it is used under conditions that approach his

own requirements.

Through Illustrated Lectures

Some firms have found it profitable to give illustrated lectures

explaining their merchandise to the salesmen, and later, to the trade.

Trained speakers, who understand the merchandise from the time

it is conceived until it is in use by the ultimate consumer, must of

necessity be employed to conduct these lectures.

Charts may be used to explain the construction of an engine, an

automobile, or a manufactured specialty of any kind. Points of

merit may be outlined on the blackboard, or drawings made which

explain particular phases of the product.

When these lectures are given to the public a number of things

must be ascertained in order that they may be successful. For

instance, it will be necessary for the sales-manager, or the lecturer,

as the case may be, to investigate the particular class of people to

whom he would appeal, and find out how he can draw them to these

lectures. In some cases, general invitations are sent out through

representatives or special tickets are mailed to a select list of names.

Then the room or hall in which the lecture is to be given must be
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located so it will be not only accessible to the prospects that should

be reached, but so it will be in a neighborhood that will not in any

way affect the attendance unfavorably.

The lecturer, of course, uses a talk that is standardized in points

if not in words. He proceeds along the same general lines each

time this lecture is given, and arrives at the same conclusion. He
influences the customers to use the product he is advertising, and

teaches them how to use it in the best way. He is a teaching-

demonstrator. His purpose is to help the sale of the goods; yet

to see that each prospect understands the merchandise so well

there is no misunderstanding about its use once it is purchased.

Many of these lectures contain enough humor to keep the audi-

ence interested, but all of them lead in the same direction—toward

closed sales. Those who attend are often requested to put their

names and addresses on cards that are handed them during the

lecture, and thus the lecturer has leads for the salesmen to follow

immediately afterwards.

Lectures are often given by representatives of the firm at ban-

quets, before associations, clubs, societies, etc. at which attractive

advertising literature may be distributed or left where it will reach

those who are likely to become patrons of the firm.

Moving Picture Advertising

In recent years there has been a great improvement in selling,

or to be more exact, demonstrating, through moving pictures.

There are now regular commercial moving picture companies who
devote their entire attention to producing moving pictures for

corporations, associations, and other business establishments.

These companies are highly successful, which is sufficient proof of
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the value of moving pictures in commercial demonstration of

merchandise.

In connection with moving picture advertising, it is necessary

that consideration be given to the old method of using slides between

the regular moving picture reels. Such slides are still used.

Results obtained from them are excellent. They are used by the

large corporations during local and territorial, as well as national,

campaigns. Such slides are sometimes quite attractive, and many
colors are used. This plan is always a success when used with

lectures.

Moving pictures are especially valuable in explaining the use of

new farm machinery to farmers; such as Tractors, etc. In fact,

any farm implement can be demonstrated under actual conditions

of use by this method. The advantages of gasoline and kerosene

tractors over the old steam tractors and horse drawn implements

can be shown to advantage by moving pictures, almost as well as

by actual demonstration. Much of the prejudice of farmers against

new machinery is being overcome by this method. The farmer who
sees with his own eyes just how an agricultural implement works, is

convinced, and gets in line as a prospect for the demonstrated

machine.

The expense of this style of advertising depends entirely upon

the amount of time taken in preparing for the demonstration, and
on the number of feet of film used.

Departmental Service for Customers

In cooperating with the salesmen in the field good results have

been and are being achieved through departmental service. A
retail merchant for instance may need suggestions or service on

advertising. He may need an improved display of goods on his
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shelves or in his windows. He is often pressed for storage space

for merchandise until it is sold. In many instances, the house can

give him suggestions, when they will be acceptable, on how he can

improve his bookkeeping system, and thereby know at all times, the

exact condition of his business.

For example, the same methods for collecting accounts used by
the Credit Man of a large concern can be adapted to and adopted by
the retail merchant in collecting from his delinquent customers.

When he collects his accounts, he can better sustain his line of

credit with the house, and the salesman can sell him all the goods

he needs because there is every likelihood he will be able to pay for

them. The shipping department can help out by handling orders

exactly according to the instructions of the sales department.

The service department can look out for repairs or adjustments to

such articles as the customer buys, which may not meet his require-

ments or be in keeping with the specifications.

Again, the individual salesman may be furnished statistics by
the department that handles them, which he will use in turn to help

“boost” the sales of each customer he has if he is selling to mer-

chants, or which he will use to impress on customers the value and

reliability and quality of his merchandise. The first duty of the

salesman is to sell goods, but when he has behind him an organiza-

tion that will deliver the last iota of service to the customer he is

about to sell, he proceeds with more confidence, and his earnestness

and enthusiasm in telling the customer of the advantage that go

with the merchandise gain confidence and brings orders. He is

then selling his institution with the merchandise. This gives him
confidence in the ultimate satisfaction of the customer.

It is important, however, that the customer should not be allowed

to take advantage of the firm from the standpoint of service. He
should be taught that the firm is at his service, but should be shown
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that there is a reasonable limit beyond which no firm can go without

raising the price of its merchandise. No thinking salesman will

abruptly shut off the customer who wants more service than he is

entitled to, but the saleman should seek to handle each customer

in such a way that he will remain as an asset to the firm, instead of

causing the firm to continually spend money for his education and

permanency.

A business house is by no means a clearing house for all kinds of

information. It should be a clearing house for such facts and in-

formation as shall add to its profit and to the profit of its cus-

tomers. The fact that it can use those same ideas, helps and

suggestions all over the country with thousands of customers, make
this item of effort and expense smaller than it seems to be. The
success of its customers in a real sense determines its success. The
salesman, therefore, should be encouraged to impress upon the

customer the value of the personal and departmental service that

goes with the merchandise.

Keeping the Product Ahead of Competition

From the salesmen he employs, from his own experience, and

from reading and studying, the Sales Manager will learn all the

weak and strong points of competing merchandise. While good

Salesmanship sells mediocre products, and poor Salesmanship does

not always sell even the best, yet it is certain that a product should

be high-grade to attract and hold high-grade men. Salesmen as a

class prefer to sell good goods. Even a large profit on an inferior

product will not attract many salesmen.

It is up to the Sales Manager, as well as to the other executives

of the house, to plan how the product may be improved. What is a

high-grade product today may be mediocre next year, because others
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will improve if your house does not, and the product your firm

handles will be left behind if it is not improved—unless it has, of

course, reached practical perfection. Even when a product has

reached approximate perfection from a utility standpoint, its

appearance can often be changed and thereby the sales increased.

So the Sales Manager is taking the right point of view when he is a

forward-looking man.

If a firm is determined to hold its trade, and to extend it as rap-

idly as possible, it is important that new points of view be contin-

ually put into the business. The personality of your salesmen, or

your sales-letters, may get an opening for your product. Either

one of these elements may make first sales. Re-orders come be-

cause your product serves a definite need or want, and satisfies

this need or want of customers in such a way that the customer

knows that the merchandise of your house is up to or above the

known standard.

Business men who have succeeded in a big way admit that part of

their success rests upon ideals. To have a high ideal for your house

to attain, an ideal of greatest possible service to the customer for

the money he invests, is the essence of good merchandising. With-

out ideals no product can be improved. The Sales Manager owes

it to his sales-force to give them every assistance to help move the

goods, and one of the best ways to make it easier to sell a product

is to have a better product than competitors, and at the same time

give the customer all the service you profitably can.

The Value of Well-Chosen News Items

The public generally depends upon news items for information.

The truth of what appears in newspapers is seldom questioned by
the large mass of individuals that compose the reading public.
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Hence it is that a Sales Manager who is a good press agent, and

who can get the tradepapers to write favorably about his house or

himself, has an advantage with a large part of his customers.

Even the “thinking” customer will not be negatively influenced by a

news item concerning your establishment. He may doubt the full

truth of the statement contained therein, but he will be obliged to

give it some credence if it appears in a tradepaper of reputation.

Sometimes the Sales Manager will use a news clipping service to

keep his salesmen informed concerning local doings of their cus-

tomers. If there is a birth in the family of John Smith, who is a

customer of Bill Jones, Bill Jones receives the item telling of the

birth, and he mentions it casually to the customer when he calls.

The customer is pleased. Bill Jones has added to the good will of

the house, through the good will that has resulted to him by a

knowledge of what was contained in the news item.

In many lines of business the use of “news items” would be im-

practicable; but it is practical when the Sales Manager is covering a

community in which there are not many papers, and yet enough

customers to make it profitable to advertise in local papers. From
the local papers which contain his firm’s advertising, the Sales

Manager can have clipped any advertisements or news items

relating to the firm’s customers and these can in turn be sent to

the salesman in the territory, for such use as he can best make of

them.

From local papers, also, can be ascertained local conditions.

When one part of the country is short in crops, coal, iron, etc.,

another part may be enjoying abundant prosperity. This is

especially true in our own country of many climates and varied

needs and wants and the abundance of natural resources. A news

item sent to a salesman at the right time may turn his thoughts

into channels from which results can flow in spite of adverse con-

ditions in the territory he is working.
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Commendatory Editorial Write-Ups

A good editorial or write-up about your firm might pave the

way for a big increase in public confidence and business. Trade-

papers are a big factor in dealing with the average business man.

A salesman can show the editorial or write-up to customers and

prospective customers and thereby increase their confidence in

the firm. It is thus often possible for the salesman to do business

on the spot, when no business could be secured at a reasonable

expense if the editorial testimonial were not used.

The tradepapers through their editorial columns establish a rep-

utation for upholding certain principles, which are more or less

plausibly presented and maintained by skilled writers. This

cultivated confidence in a tradepaper makes it possible for

a Sales Manager to use an editorial about his house or goods in

such a way as to greatly help the individual salesman.

If an editorial says so and so, so and so must be true, is the

attitude of the average reader’s mind. The scientific Sales Man-
ager, giving the best value possible, feels it his business duty to put

his goods into the hands of the largest possible number of cus-

tomers and hence uses any legitimate means to accomplish his aims.

Even though the merchandise has not yet been used, it may have

been worked up with a full regard of business demands, and may
excel other articles better known and which have hundreds or

thousands of users behind them.

Much merchandise is sold because the customer feels impressed

with the goods. Editorials of the proper nature can not always

be arranged, but good “write-ups,” paid for as advertising, can

often be secured. When a Sales Manager makes use of one or

both plans, its effect in increased business will be seen if he turns

proof copies over to his salesmen for building up the confidence of

the trade.
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The Use of Honest Testimonials

The Scientific Sales Manager helps his sales force through gather-

ing in honest testimonials. It is recognized by all business houses

that one of the most fruitful sources of business growth is satisfied

customers. The Sales Manager must select from among these

satisfied customers of his house those who will write a testimonial

letter or sign a testimonial to the effect that the merchandise and

service of the house is what the salesman can best say it is in selling

it.

A voluntary letter is better than a requested one; yet the fact

remains that few people write into a testimonial facts that will

strongly aid in convincing the customer. Some suggestions from

the Sales Manager are often necessary before the customer puts into

his letter the outstanding facts about the merchandise, so the pros-

pective customer will feel that there is sincerity behind the testi-

monial and at the same time get an appreciation for the goods.

Belief in the honesty of the testimonial is brought about when the

signer does not use extravagant expressions in his praise of the

goods and of the service of the house.

Signers of testimonials, either letters or paragraphs, should be

of established reputation in their communities; they should, if

possible, be well-known; they should be well-advertised. It is not

always possible to get testimonials as wanted, and the Sales Man-
ager must use his own judgment in selecting from among his cus-

tomers a number who fill the requirements in such a way that the

customers who are sold on the strength of the testimonials and the

prospective customers who investigate before buying, will find

the statements worthy of consideration if they get in touch with

one or more of the persons who have given testimonials.

When a firm, or an individual employed by a firm, gives a testi-

monial, get the complete letter and letterhead reproduced in exact
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form. In this way double value is added to the reliability and im-

pressiveness of the testimonial.

Cooperating Through Personal Letters

You can materially benefit the salesman in the field if you will

show the personal interest your house has in the customers through

the use of personal letters. An enterprising Sales Manager pre-

vailed upon the president of his company to sign a few dozen letters

each week, which were sent to the customers of the house. This

plan was worked out so that each customer received a letter about

once every six months from the President of the Company, each

one of whom felt that he was being given extra consideration.

These letters were dictated by the Sales Manager after looking

over his files. From the index cards made out by the salesman

at the time of his call, or from letters written by the house and the

customer, it was possible to put a personal touch into each letter,

if dictated individually.

In some cases form letters are sent out from the Main Office or

from Branch Offices, in which the customer is assured the house has

p
his interests at heart, and that he will find any complaint he may
now have, or which might come up at a future time, will be taken

care of in an honorable and business-like manner.

1 Good results can be obtained by having an executive high in

authority, or who is at the head of a department that comes in

close contact with the customers, sign such letters. The Sales

Manager himself often finds it consistent to write and sign these

letters. In still other cases, good results will be obtained through

having the Credit Man take charge of such correspondence, espe-

cially when the Credit Man is an upholder of Salesmanship in his

letter writing.
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The policy of a house determines how such personal letters should

be handled, and the ingenuity of the Sales Manager determines

the success of the letters sent out as trade getters, holders and

satisfiers.

Service Prior to Making the Sale

The success of all salesmen can be enhanced by their taking a

liberal attitude toward customers. The scientific Sales Manager
takes pains to develop a “service spirit” among his salesmen, for,

ultimately, the sales of the house will reflect and justify such a

policy.

Some firms, especially those with a large or permanent clientele,

establish bureaus of information, etc., simply that they may serve

the general public, knowing that in the course of events the cus-

tomers among those thus served will add to the business of the firm,

either through recommending its goods to their friends and neigh-

bors, or through giving it the bulk of their business under conditions

that will be profitable to the firm.

It is sometimes said there is little gratitude in the human race,

but this is not true. It is not common knowledge, however, that

there is a great difference between good-will and gratitude. The
general public appreciates courteous treatment. It appreciates

the firm that goes out of its way to serve. When one man saves

another man’s life, there is gratitude. When one right-feeling man
meets another square, right-feeling man, there is confidence—that

is, good-will.

The particular way in which a salesman can best be of service

depends on many conditions—the article sold, the customer, the

business and policy of the house, whether or not resales are pos-

sible, etc. Many salesmen become business missionaries. They
distribute, judiciously yet freely, all they learn. While much of



COOPERATING WITH THE SALESMEN 21

such service to the trade does not bring results, yet it develops the

salesman to a point where it is possible for him to be of the greatest

service to himself and his house, as well as to his buying customers.

Anything a salesman can do to put a customer under obligation

will be an advantage in getting and holding that customer’s busi-

ness. It is evident that the scientific salesman will not press any

advantage he has over a customer except in an impersonal way.

He will have to talk profit, service, quality, just the same as though

he had not made valuable suggestions to that customer. But,

putting the customer under obligation helps make sales, and it is

well for the Sales Manager to cooperate with his salesmen; and show

each man the best method of getting customers to feel that they

should, in justice to themselves and the salesman, buy that sales-

man’s merchandise.

Special Service to Satisfy Buyers

Most of the Automobile Companies establish service agencies to

repair, advertise and boost the sale of their cars. Such agencies

assure a customer that his automobile will render the maximum
amount of satisfaction, and the bureaus may be maintained in such

a manner that the customer does not have to pay for repairs,

adjustments, and inspections for the first sixty to ninety days

after date of purchase—or, for certain repairs, a full year or more.

While it is expensive to run service bureaus, it builds confidence

in the automobile because the average man reasons that if there

were much trouble with the cars, repairs the company must stand

would make the selling of that car unprofitable. Then, again, it is

an advantage, if a customer desires to have his car overhauled, or

has an accident, for him to deal with an agency that is interested

in the car giving good service and one with standard parts to repair

his machine quickly and economically.
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In another industry, the typewriter companies guarantee and

take care of their machines for a period of time after date of pur-

chase. Each company has a repair shop or a repair man, at each

branch office. A typewriter gets out of order. Immediately the

typewriter company is notified by telephone or by letter, and a

repair man puts the machine in order again. No charge is made for

early repairs or adjustments that are not caused by the customer’s

mishandling. In fact, a customer having bought a typewriter,

sometimes objects to the adjustment of the machine and a new

typewriter is sent him, even after months of use.

From the foregoing illustrations, the Sales Manager can see the

service method of backing up his salesmen, and adapt it to his own
business. The important element to be kept in mind is that a

real service should be given the customer that will retain good-will,

insure his satisfaction, and cause him to recommend favorably the

merchandise of the house.

Promptness in Sending Samples and Expenses

You would not expect a plumber to fix your plumbing without

tools. You would hardly be satisfied with the job, even though

he took extra pains if it were not up to the standard work he could

do with tools. Neither is it possible for a salesman to render

satisfactory services to a customer or to his employer if he does not

have the tools with which to work. He must have samples in good

condition.

You may send each salesman out with a full supply of samples.

If, however, these original samples become torn, frayed, soiled, or

obsolete, he will lose sales that would otherwise be made. It is

the duty of the Sales Manager to keep his salesmen stocked with

the latest samples. No results can be demanded of a salesman who
is not prepared to get them. He must have the right samples and
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the proper number of them. He should have the full line, as a

rule, so as to make the most favorable impression on his customers.

As soon as a sample is sold out that sample should be removed

from the sample trunk or case, and placed where it will not attract

the customer’s attention if he continues to carry it with him. A
customer might see a “sold out” sample and want to order from it

and be incensed or disgusted because he cannot purchase a supply

of that particular article, and refuse to buy what a salesman has in

his line on the chance that the next salesman can supply his wants

better than the present one.

This condition does not hold true when the salesman simply does

not have a sample. Not being able to show his goods to good ad-

vantage, he makes fewer sales, or sales that do not include the item

or items of which he does not have samples. Some lines cannot be

sold profitably, unless on long business dealing and by very re-

sponsible parties, unless the sample is shown to the customer.

Then, of course, it is necessary that the merchandise measure up

to the sample—that the customer be satisfied he has spent his money
to good advantage.

A salesman should be free from financial worry, in order to do good

work. He should always have enough money to pay his immediate

expenses. It is an important responsibility of the Sales Manager,

which he can delegate to a reliable subordinate, to see that all

expense remittances are forwarded without any delay, so as not to

inconvenience the salesman. He wants to show true consideration

for his salesmen in this way if he expects them to show a large and
steady volume of sales.

Promptness and Service in Delivery

There is nothing the house can do for its salesmen that will be

more profitable or insure greater returns than promptness and
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service in delivery. Many a salesman has had to face an irate

purchaser because that customer either did not receive the goods he

ordered or received them in poor condition.

The Sales Manager’s duty is to keep his men posted on seasonal

changes and general conditions and see that no customer fails to

receive his goods as per the salesman’s promise. The Sales Man-
ager tells the salesman what the house can and will do. Then, in

turn, the salesman, in a truthful manner, shows the customer how
impossible it will be to make delivery before a given date which

allows for emergencies.

Any reasonable customer will deal with the right kind of salesman

on the conditions demanded by his line. The salesman will seldom

lose business because delivery is according to seasonal demands and

plans, but the salesman can often close an order on the strength of

quicker delivery or better service than a competitor offers.

Some Manufacturers and Wholesalers have not yet come to

realize that much business is lost through poor service to the buyer.

It is a well-known fact among Sales Managers, however, that many
complaints come because of improper packing, crating, etc. Most
complaints of such natures are avoidable, and must never be

repeated after an adjustment is made with a customer. It is

better to use forethought than hind-thought, and then spend time

in adjusting the complaint with an incensed or disgruntled customer.

Through National Advertising

Many of the largest manufacturers in the country sustain their

prestige and establish good-will for themselves and their merchan-

dise by national advertising. They proceed on the theory that if

they tell the public enough about them in a positive way, results

will be attained. The success attained would seem to justify their
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continued use of the advertising columns of the large daily papers,

the weekly and monthly magazines, bill-boards, electric signs, and

so on.

When a Sales Manager is connected with a business that does

national advertising, he is in contact with a highly trained adver-

tising specialist, and many of his sales problems are worked out in

conjunction with the advertising of the business. He fits himself

to the advertising, and the advertising is done with direct regard for

what his sales force can accomplish when backed by the influence

of good advertising.

That advertising impresses the public no one with any experience

in this field will doubt. The mere showing of an advertisement that

has appeared in a large magazine will often convince a possible cus-

tomer of the merit of the merchandise. Of necessity, the salesman

must be furnished with copies of all extensive advertising, whether

local or national, so that he may bring such advertising to the atten-

tion of the customer who is likely to be influenced in favor of stock-

ing the goods through seeing it.

It is important, also, that proofs of advertising to be run be sent

salesmen as far in advance of the actual running of the ads as pos-

sible that they may cash in on the evidence of what is to be done for

the retailer after he has ordered the goods, and the psychological

moment when the sale should be closed arrives. National adver-

tising is an excellent way of cooperating with the sales force; and,

where it can be used it partly solves the problem of cooperating with

the salesman in an effective manner.

Through Localized Advertising

Advertising in newspapers, especially in the smaller towns, and

cities, is so reasonable that Manufacturers and Wholesalers often
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conduct an advertising campaign of this nature to influence the con-

suming public to buy the goods they sell to retail merchants. The
retail merchant is not so particular as to the finer distinctions be-

tween merchandise as he is with the possible profit and turn-over.

When he knows that the advertising campaign to be instituted by
the salesmen’s house in his territory shows likelihood of selling the

goods, and they show a fair profit for him, he will buy them against

other goods. The chief business of the Manufacturer and Whole-

saler, after the merchant is convinced of the quality and price of

the goods, is to show how the merchant can sell them readily and

thus be able to reinvest his money in new goods.

The right kind of advertising properly placed pays. The Manu-
facturer or Wholesaler can prepare a series of advertisements to

follow one another in definite order, or at times to be decided upon

by the retail merchant Sometimes advertising copy featuring

several articles is prepared, and when this is the case each advertise-

ment is run as the retail merchant deems desirable as an aid in

moving a particular class of goods.

It is evident that the facilities of the Manufacturer or Whole-

saler for preparing good copy are greater than those of the average

retail merchant. He may know nothing of the Psychology of

Advertising, while the Manufacturer or Wholesaler, with the help

of their Agency, if necessary, can prepare copy that will move the

merchandise. It is because the retail merchant realizes his de-

pendence on the bigger establishment that he can be influenced to

buy when the house assists him with his advertising, or pays for its

own advertisements in his local papers.

Use of the Circular Follow-Up

A circular letter campaign, to reinforce the work of salesmen, or to

prepare the way for them, is often utilized by Manufacturers and
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Wholesalers. A circular letter often takes the place of a personal

call. It is often almost as effective to send several circular-letters

to each personal call, as it is to make several personal calls. This

is especially true when the merchandise is of such a nature that

several calls are often required in order to close the prospect.

Much depends on the quality and appearance of the circular

and the effective manner in which the advertiser puts his proposi-

tion before the prospect. The circular follow-up method of coopera-

tion is one of the best for all types and sizes of business, and can be

applied by any firm who will study the trade, the merchandise, and

conditions in the field.

In preparing the circular follow-up which may include catalogues,

advertising, circular letters, booklets, circulars, as the position and

merchandise of the firm warrants, careful consideration must be

given to the several steps in the sales talk. The literature must be

printed in such a manner and prepared by able writers to get

interested attention. Then the explanation must be clearly given.

Goods should be described as far as possible. Objections likely to

arise in the prospect’s mind must be answered to his satisfaction.

Then the personal salesman can follow up the circulars and answer

those objections that apply particularly to a particular customer,

and make any further necessary explanation and demonstration.

The chief purpose of the salesman who follows up a circular-letter

campaign is to close the orders. No salesman should be put on

unless he can close. He is in most cases expected by the customer,

and when a return card has been enclosed with each piece of litera-

ture sent out, if the customer mails back one of the cards, the

salesman, when he calls, is welcomed as a business friend But
he must then sell his merchandise to a customer who is already

interested and more or less convinced that it is the merchandise he

wants.
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SELF-QUIZ OR SELF ANALYSIS PERSONAL EFFICIENCY
TESTS

1

.—WHEN MY LINE OF GOODS IS LIMITED TO A NUMBER OF BUYERS, DO I PRE-
PARE LISTS OF LEADS OR POSSIBLE BUYERS FOR THE SALESMEN I DIRECT

?

'

2

—DO I COMPILE SUCH LISTS AS I MAY FIND VALUABLE FROM CITY DIREC-
TORIES, FROM CLASSIFIED TELEPHONE DIRECTORY , FROM CHANCE IN-
FORMATION, FROM DUN’S AND BRADSTREET’S, FROM TRADE REPORTS
AND PUBLICA TIONS, ETC? ^

3

—DO I URGE THE SALESMEN I DIRECT TO SPEND AT LEAST AS MUCH TIME
AND ATTENTION IN FOLLOWING UP EACH STRONG LEAD AS UPON ANY
DEFINITE NUMBER OF GENERAL PROSPECTS FROM WHICH AN AVERAGE
OF ONE SALE WOULD NORMALLY RESULT?

4.—DO I CONSTANTLY URGE UPON THE SALESMAN I DIRECT THE NECESSITY
OF FOLLOWING LEADS CLOSELY, TO THE END THAT ORDERS MAY BE OB-
TAINED WITH THE MINIMUM OF DELAY?

5.—DO I BEND MY EFFORTS TO KEEP CONTROL OF THE TERRITORY, SO AS TO
MAKE IT IMPOSSIBLE FOR A SALESMAN, SHOULD HE LEAVE THE HOUSE,
TO TAKE A GOOD PART OF THE TRADE IN HIS TERRITORY WITH HIM?

6.—DO I APPRECIATE THAT THE DEGREE OF EFFICIENCY SHOWN BY THE AVER-
AGE TRAINED SALESMAN DEPENDS TO A LARGE EXTENT UPON THE ENTHU-
SIASM AND STIMULATING QUALITIES THAT I MYSELF POSSESS?

7.—DO I TAKE ADVANTAGE OF THE HERO-WORSHIP TENDENCIES OF THE PUB-
LIC, TO THE END THAT I CAN PUSH TO THE FRONT THE OWNER, MANAGING
EXECUTIVE, OR MYSELF, IN SUCH A WAY THAT THE MERIT OF AN OUT-
STANDING PERSONALITY WILL BE ATTRIBUTED TO MY FIRM’S GOODS?

8—DO I SHOW A SPIRIT OF FAIRNESS AND A DESIRE TO SERVE, TO THE END
THAT EACH EMPLOYE OF THE FIRM AS WELL AS THE SALESMEN I DIRECT
WILL REFLECT MY ATTITUDE IN DEALING WITH CUSTOMERS?

9.—DO I ASCERTAIN WHAT JUDICIOUS APPEALS CAN BE MADE TO THE HERO- \
WORSHIPPING QUALITIES OF THE FIRM’S CUSTOMERS, SO THAT EACH
CUSTOMER WILL FEEL THAT A PERSONAL INTEREST IS BEING TAKEN IN
HIM BY A llBIG” MAN IN THE FIRM?

10.—DO I SELECT PROFESSIONAL DEMONSTRATORS BECAUSE OF SPECIAL SEL 4

LING ABILITY AND BECAUSE OF TECHNICAL KNOWLEDGE OF MY FIRM’S
GOODS?

11.—DO I USE HOUSE TO HOUSE DEMONSTRATORS, IF AN ADVANTAGE TO MY
SELLING SCHEME, TO THE END THAT CUSTOMERS WILL BE READY AND
WAITING FOR GOODS AT THE TIME THE SALESMEN I DIRECT CALL ON MER-
CHANTS?

12 —IN MAKING A STORE DEMONSTRATION, DO I TRAIN MY DEMONSTRATORS
SO THAT THEY WILL GIVE CUSTOMERS AMPLE OPPORTUNITY TO USE THE
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MERCHANDISE OR TO SEE HOW IT IS USED UNDER CONDITIONS THAT AP~
PROACH OR MEET THEIR REQUIREMENTS?

13.—DO I USE ILLUSTRATED LECTURES FOR EXPLAINING MY FIRM'S MERCHAN-
DISE TO THE SALESMEN I DIRECT OR TO THE TRADE, IF SUCH LECTURES
WILL BE OF VALUE IN INSURING A BETTER KNOWLEDGE AND APPRECIA-
TION OF THE FIRM'S MERCHANDISE?

14 .—WHEN A LECTURE IS GIVEN UNDER MY DIRECTION, EITHER TO THE SALES-
MEN OR TO THE TRADE, DO I STANDARDIZE THE POINTS, IF NOT THE WORDS ,

TO THE END THAT THE LECTURER MAY INFLUENCE HIS HEARERS TO USE
THE PRODUCT HE IS ADVERTISING OR TEACH THEM HOW TO USE IT IN
THE BEST WAY?

15.—DO I ASCERTAIN WHETHER OR NOT MOVING PICTURE ADVERTISING WILL
BE AN ADVANTAGE IN SELLING MY FIRM'S PRODUCTS?

16 .—DO I GIVE CONSIDERATION TO SLIDES TO BE USED BETWEEN REGULAR
MOVING PICTURE REELS—AS A MEANS OF ADVERTISING?

17.—DO I WORK OUT WAYS AND MEANS OF GIVING DEPARTMENTAL SERVICE
TO CUSTOMERS, SUCH AS HELPING THE TRADE WITH ADVERTISING SUG-
GESTIONS, SUGGESTIONS AS TO DISPLA Y OF GOODS ON SHELVES OR IN WIN-
DOWS, ADVICE ON HOW TO STORE GOODS EFFICIENTLY , HELPS THAT WILL
ENABLE THEM TO IMPROVE THEIR BOOKKEEPING SYSTEMS, AND SO ON?

18 —DO I OBTAIN SUGGESTIONS FROM THE CREDIT MAN OF MY FIRM THAT CAN
BE ADAPTED TO AND ADOPTED BY THE RETAIL MERCHANTS SOLD BY THE
SALESMEN I DIRECT IN COLLECTING FROM THEIR DELINQUENT CUSTOM-
ERS?

19 —DO I SEE TO IT THAT THE SHIPPING DEPARTMENT HANDLES ORDERS EX-
ACTLY ACCORDING TO THE INSTRUCTIONS OF THE SALESMEN WHO SOLD
THE BILL OF GOODS OR ACCORDING TO THE MERCHANT WHO BUYS THE
GOODS?

20 .—DO I KEEP IN TOUCH WITH THE SERVICE DEPARTMENT, TO THE END THAT
A CUSTOMER MAY GET QUICK REPAIRS OR ADJUSTMENTS TO SUCH ARTI-
CLES AS HE BUYS WHICH MAY NOT MEET HIS REQUIREMENTS OR BE IN
KEEPING WITH HIS SPECIFICATIONS?

21 .—DO I IMPRESS UPON THE CUSTOMER THAT THE FIRM IS AT HIS SERVICE,
BUT DO IT IN SUCH A WAY THAT HE WILL REALIZE THERE IS A REASON-
ABLE LIMIT BEYOND WHICH THE FIRM CANNOT GO WITHOUT RAISING
THE PRICE OF ITS MERCHANDISE?

22.—DO I MAKE THE SALES DEPARTMENT A CLEARING HOUSE FOR SUCH
FACTS AND INFORMATION AS WILL ADD TO ITS PROFIT AND BE OF BENEFIT
TO ITS CUSTOMERS?

23.—DO I CALL THE ATTENTION OF THE SALESMEN I DIRECT TO THE UNUSUAL
PERSONAL AND DEPARTMENTAL SERVICE EACH CUSTOMER WILL GET
FROM DEALING WITH US, TO THE END THAT HE MAY IN TURN IMPRESS
UPON THE CUSTOMER THE VALUE OF THE SERVICE THAT GOES WITH THE
MERCHANDISE?
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24.—DO I LEARN FROM THE SALESMEN I DIRECT , FROM MY OWN EXPERIENCE

,

AND FROM READING AND STUDYING , ALL THE WEAK AS WELL AS THE
STRONG POINTS OF COMPETING MERCHANDISE

?

25.—DO I APPRECIATE THAT WHAT IS A HIGH-GRADE PRODUCT TODAY MAY
BE MEDIOCRE NEXT YEAR BECAUSE OTHERS WILL IMPROVE THEIR PROD-
UCTS EVEN THOUGH MY HOUSE DOES NOT?

26.—DO I REALIZE THAT
,
EVEN THOUGH A PRODUCT HAS REACHED APPROXI-

MATE PERFECTION FROM THE UTILITY STANDPOINT
, ITS APPEARANCE

CAN OFTEN BE CHANGED AND THEREBY VOLUME OF SALES INCREASED

?

ft

27.—DO I PUT NEW POINTS OF VIEW INTO THE BUSINESS
,
TO THE END THAT

MY FIRM MA Y HOLD ITS TRADE AND EXTEND IT AS RAPIDLY AS POSSIBLE

t

28—DO I HAVE A HIGH IDEAL FOR MY FIRM TO ATTAIN , AN IDEAL OF GREATEST
POSSIBLE SERVICE TO THE CUSTOMER FOR THE MONEY HE INVESTS

?

29 —DO I TAKE ADVANTAGE OF THE TENDENCY OF THE PUBLIC TO ACCEPT
AS TRUE WHATIT SEES IN PRINT SO THA T THE TRADE MA Y BE FA VORABL Y
INFLUENCED TOWARD MY FIRM AND THE MERCHANDISE IT SELLS

?

30.—DO I CONSIDER THE ADVANTAGE OF A NEWS CLIPPING SERVICE TO KEEP
THE SALESMEN I DIRECTINFORMED CONCERNING LOCAL DOINGS OF THEIR
CUSTOMERS , WHEN COVERING A COMMUNITY IN WHICH THERE ARE NOT
MANY PAPERS AND YET ENOUGH CUSTOMERS TO MAKE IT PROFITABLE
TO ADVERTISE IN LOCAL PAPERS

?

31.—DO I APPRECIATE THAT A NEWSITEM FROM A LOCAL PAPER WHICH IS SENT
TO A SALESMAN A T THE RIGHT TIMEMA Y TURN HIS THOUGHTS INTO CHAN-
NELS FROM WHICH RESULTS CAN FLOW IN SPITE OF ADVERSE CONDITIONS
IN THE IMMEDIATE TERRITORY HE IS WORKING?

82.—DO I ENDEAVOR TO OBTAIN COMMENDATORY EDITORIALS OR NEWS WRITE-
UPS ABOUT MY FIRM THAT THE SALESMEN CAN SHOW TO CUSTOMERS
AND PROSPECTIVE CUSTOMERS TO INCREASE CONFIDENCE IN THE FIRM
AND ITS MERCHANDISE

?

33.—DO I SELECT FROM AMONG SATISFIED CUSTOMERS OF MY HOUSE THOSE
WHO WILL WRITE TESTIMONIAL LETTERS OR SIGN TESTIMONIALS TO
THE EFFECT THAT THE MERCHANDISE AND SERVICE OF MY HOUSE IS *

ALL THE SALESMEN CLAIM IT TO BE?

34.—DO I MAKE SUGGESTIONS TO SATISFIED CUSTOMERS , TO THE END THAT
THEY WILL WRITE INTO THEIR TESTIMONIALS FACTS THAT WILL
STRONGLY AID IN CONVINCING PROSPECTS OF THE ADVANTAGE OF USING i
MY FIRM'S MERCHANDISE

?

35.—IN SOLICITING TESTIMONIAL LETTERS , DO I MAKE SURE THAT THE SIGN-
ERS HAVE ESTABLISHED REPUTATIONS IN THEIR COMMUNITIES OR THAT
THEY ARE WELL KNOWN?

36.—WHEN A FIRM , OR AN INDIVIDUAL EMPLOYED BY A FIRM, GIVES A TESTI-
MONIAL, DO I GET THE COMPLETE LETTER AND LETTERHEAD REPRODUCED
IN FASCIMILE FORM, TO THE END THAT THE TESTIMONIAL MAY BE IM-
PRESSIVE AND SHOW THAT IT IS RELIABLE?
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37 .—DO I CONSIDER THE ADVANTAGES OF HAVING THE PRESIDENT
, MANAG-

ING EXECUTVIE, OR MYSELF OCCASIONALLY SIGN LETTERS ADDRESSED TO
INDIVIDUAL CUSTOMERS , TO SHOW THESE CUSTOMERS THAT THEY ARE
RECEIVING THE PERSONAL ATTENTION OF ONE OF THE FIRM’S BIG MEN?

38.—DO I LOOK OVER THE CUSTOMER’S FILES , INDEX CARDS MADE OUT BY THE
SALESMAN AT THE TIME OF HIS CALL

,
AND LETTERS WRITTEN BY THE

HOUSE AND THE CUSTOMER , IN ORDER THAT A PERSONAL TOUCH MAY BE
PUT INTO EACH PERSONALLY DICTATED LETTER?

39 —DO I SUGGEST TO MY SALESMEN THAT THEY DO THOSE MANY LITTLE
THINGS THAT WILL PUT CUSTOMERS UNDER OBLIGATION TO THEM

,
BUT

NOT TO PRESS SUCH OBLIGATION EXCEPT IN AN IMPERSONAL WA Y?

40 —DO I KEEPJN MIND THAT ONLY THROUGH REAL SERVICE CAN A CUSTOM-
ER’S GOOD-WILL BE RETAINED

,
HIS SATISFACTION GUARANTEED

,
AND

HIS RECOMMENDATION OF THE FIRM’S MERCHANDISE OBTAINED?

41.—DO I SEE THAT EACH SALESMAN I DIRECT HAS A FULL SUPPLY OF SAM-
PLES, AND CAUTION HIM TO REPLACE THESE ORIGINAL SAMPLES WITH
NEW ONES WHEN THEY BECOME TORN, FRAYED, SOILED, OR OUT OF DATE?

42.—DO I CAUTION EACH SALESMAN IMMEDIATELY TO REMOVE A SOLD-OUT
SAMPLE FROM HIS TRUNK OR CASE AND PLACE IT WHERE IT WILL NOT
ATTRACT THE CUSTOMER’S ATTENTION, TO THE END THAT A CUSTOMER
MAY NOT BE INCENSED OR DISGUSTED BECAUSE HE CANNOT PURCHASE
A SUPPLY FROM A SOLD-OUT SAMPLE TO WHICH HE HAS TAKEN FANCY?

43.—DO I SEE THAT THE SALESMEN I DIRECT HAVE SUFFICIENT MONEY TO
PAY THEIR IMMEDIATE EXPENSES, THAT ALL EXPENSE AND OTHER RE-
MITTANCES ARE FORWARDED WITHOUT ANY DELAY, SO THAT NO SALES-
MAN I DIRECT MAY SUFFER INCONVENIENCE OR HAVE FINANCIAL WOR-
RIES?

44.—DO I MAKE IT MY DUTY TO KEEP THE SALESMEN I DIRECT POSTED ON
SEASONABLE CHANGES AND GENERAL CONDITIONS?

45.—DO I USE FORETHOUGHT SO THAT NO BUSINESS MAY BE LOST BECAUSE
OF IMPROPER PACKING, POORLY CONSTRUCTED CRATING

,
ETC.?

46.—DO I FURNISH THE SALESMEN I DIRECT WITH COPIES OF ALL EXTENSIVE
ADVERTISING WHETHER LOCAL OR NATIONAL, SO THAT THEY MAY BRING
SUCH ADVERTISING TO THE A TTENTION OF THE CUSTOMER WHO IS LIKELY
TO BE INFLUENCED IN FAVOR OF STOCKING THE GOODS THROUGH SEEING
THE ADVERTISING—AS FAR AS POSSIBLE SENDING PROOFS OF ADVERTIS-
ING TO BE RUN FAR IN ADVANCE OF THE ACTUAL RUNNING OF THE ADS,
SO THAT THE SALESMEN MAY CASH IN ON THE EVIDENCE OF WHAT IS TO
BE DONE FOR THE RETAILER AFTER HE HAS STOCKED THE FIRM’S GOODS?

47.—DO I RECOGNIZE THAT THE CIRCULAR FOLLOW-UP METHOD OF CO-OPERA-
TION IS ONE OF THE BEST FOR ALL TYPES AND SIZES OF BUSINESS AND
CAN BE APPLIED BY ANY FIRM THAT WILL STUDY THE TRADE AND THE
MERCHANDISE, AND CONDITIONS IN THE FIELD?
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48 .—DO I PREPARE OR HAVE OTHERS PREPARE A CIRCULAR FOLLOW-UP TH:
EDUCATES THE PROSPECT TO THE VALUE OR PROFIT TO COME THROU
MY FIRM'S GOODS ,

TO THE END THAT THESALESMEN IDIRECTMAY uCLOS\
WITH THE MAXIMUM NUMBER OF PROSPECTS

f


